Report from the Online Education Task Force 

Background:

During the 2004-05 academic year, Vice President Ed Buckley convened a special Task Force charged to “explore the issue of whether there is or ought to be a limit to the percentage of load a faculty member should be approved to teach on-line. Explore the issues that give rise to the concerns and to recommend guidelines to assist chairs and managers as they assign faculty to on-line classes.”  Task Force members included   Alix Alixopolous, Terri Frongia, Linda Hemenway, Johanna James, Davis Mannino, Janet McCulloch, Scott Rosen, Doris Tolks, Phyllis Usina, and Breck Withers.
General Remarks:

It is clearly to the benefit of faculty, students, and the College to enable and support an appreciable level of online teaching at SRJC. Some of the benefits include increased flexibility and convenience for both students and faculty, as well as decreased use of impacted instructional space. In addition, online teaching enables the College to efficiently serve current and potential students both inside and outside its service area. But there are also possible drawbacks from too much online instruction provided by a regular faculty member; for example, decreased loyalty to the College and its students, lack of connection to colleagues and community, and non-responsiveness/insufficient accountability.

Task Force Recommendations:

Recommendation #1:


Establish General Guidelines for Practice. The Task Force recommends as a general guideline for practice a limit to the percentage of load a faculty member should be approved to teach on-line of 40-60%, with 60% representing the maximum.

· The guideline is deemed to be an “optimal range” because it represents a balance of efficiency for the faculty and integrity/quality for the learning experience. That is, with this range of load committed to online teaching, the faculty will have enough preparation, familiarity, and expertise in the environment that they will be more effective and productive teachers.

· This range also enables the faculty member to have adequate time to perform their college service, professional development, and collegial obligations, as well maintain significant presence and connection to the college’s internal and external communities.

· In addition, it should be noted that the College is not ready and capable of supporting faculty and students beyond this amount on a regular and sustained basis at this time, as Distance Education has not been sufficiently integrated and “institutionalized” into the SRJC culture.

Recommendation #2:


Monitor Flexibility Beyond the Guidelines. The Task Force recommends that there should be permissible exceptions to the guideline, particularly if there is a demonstrated need for temporarily exceeding the recommended maximum (i.e., 60%) during a given semester. The exception should be agreed upon by the Department Chair and Dean, and approved by the appropriate Vice President.

· In order to assure instructional quality and the integrity of the student learning experience, the higher the load permitted in the online environment, the more carefully faculty performance, student feedback, and learning outcomes should be monitored and assessed.

· In the interests of equity and quality, a mechanism for granting and monitoring exceptions should be developed and applied throughout the district.

Recommendation #3:

Establish Agreements About Communications and Expectations. The Task Force recommends that departments adopt “Communication/Expectations Plans” with faculty assigned online loads. In order to foster appropriate expectations and communications between the online instructor, the Department Chair and secretary, and their colleagues, an agreement should be developed which includes plans for the online faculty to fulfill their job duties (see Article 17 of the AFA Contract), as well as their proposed methods of departmental communications during the duration of their online assignment. The plan represents a mutual commitment between the online faculty, their department, and other colleagues in the college community.

· The plan should be agreed upon at the time the assignment is made, and reviewed/ modified as necessary, or as new assignments are made.

· To maximize positive working relationships and minimize assumptions or misunderstandings, the agreed-upon plan should be captured in writing and kept for reference. (A suggested draft template is attached.)

Some Related Issues and Needs:

There should be an acknowledgement of what the College needs to be put into place to support and enable faculty to teach regularly and consistently in a purely or almost exclusively virtual environment. Some of the factors or needs identified by the Task Force include:

· Guidelines for good practices 

· Performance measures specific to the mediated environment and quality teaching and learning in that environment

· Explicit communication of expectations and agreements, not only in the teaching and learning environment, but also vis-à-vis college service, professional development, and collegial and community involvement

· Development of clear and equitable “checks and balances” so that instructional quality can be assured 

· An appropriate method of evaluation—of faculty performance, materials, and student learning—to be developed and administered uniformly

· A plan by faculty for fulfilling their College Service and other collegial/community obligations should be developed and agreed to in advance of receiving or performing the high load assignment

· College and departmental support for faculty recruitment, training, mentoring, and ongoing development in the online environment. This support needs to be designed and committed to so that the faculty practitioners are supported, and so that the program’s online courses can continue to be offered even when the “initiating” or “founding” faculty is no longer available or interested in teaching them

If the college is committed to institutionalizing Distance Education as a significant part of its operations and means of meeting the educational needs of its current and potential students, then it needs to also do the following:

· Treat it as another “location” with its own set of responsibilities, needs, resources, authority, and unique environment 

· Integrate it into program planning, both within and outside of traditional departments (e.g., development of a degree available through online/ mediated instruction)

· Develop a faculty support component, particularly for weekends and after hours

Draft Template for “Communication/Expectations Plan”

To foster communication between the online instructor, the Department Chair and departmental support staff, and colleagues, a communication/expectations plan should be developed that includes:

A) Communications with Department:

The online instructor and department need to determine accurate and responsive contact information and procedures—

1. Schedule of times/frequency in which instructor will check email

2. Response time for email

3. Home phone and cell phone numbers, and times available at these numbers

4. If online instructor is ill or out of town, who they need to notify

5. When/for what will the faculty be needed “in person”

6. “Attendance” via telecommunications, as agreed upon in advance

B)       Departmental Participation Plan:

An online instructor may take on departmental projects that balance their physical presence during the week or their absence from department meetings. For example, agreed upon projects may include—

1. Creating and/or maintaining web pages for or on behalf of the department 

2. Creating and/or maintaining promotional materials for the department/ programs

3. Making phone calls to students or faculty

4. Creating mailing lists which are used for communication with students or faculty

5. Each department may create its own list of unique projects appropriate for their online faculty (for example, participate in evaluating other faculty who teach online; develop and/or revise curriculum; assist with PEPs, etc.)

C)
College Service Expectations and Plan: 

Faculty with obligations for College Service should specify how they plan on fulfilling those obligations during the period in which they have an appreciable load in the online environment—

1. Identify which committee meetings they will be physically attending

2. Serve on committees that meet primarily online (e.g., the Distance Education Advisory Committee)

3. May arrange to participate in committees by using teleconferencing software

4. May arrange to perform committee duties that can be done off campus. (Some examples: a) an online instructor who is on a Cluster Tech Review group could still perform tech review by accessing the proposals online and sending an email with their feedback; b) a member of the District Online Committee could assist in setting up a PDA presentation, or develop content for the committee web site.)

5. Committees could develop a list of duties for an online member, since so much of the effective work of a committee occurs between meetings.

SRJC District Online Committee (DOC) Criteria For a Quality Online Course

Online Course Site "Checklist"

To online instructors: 
Use this checklist to help you develop a quality course that meets the needs of students, and is manageable for you. A rationale for each criterion is provided to assist you. This checklist will help you gauge the effectiveness of course layout and design, and pedagogy relevant to the online environment.

NOTE: These criteria are based on research by the California Academic Senate on "Best Practices" in online instruction. 

Course Layout:

Consistency
Consistent navigation, course structure, and layout throughout the course are very important. Otherwise students will become frustrated, lost, and may not continue with the course.

Hyperlinks
Hyperlinks should be used sparingly and with reason; too many hyperlinks make it too easy for students to get lost or lose track of lesson objectives. 

Limit Text
Long text pieces or documents should be provided in print or in downloadable format for easy reading. (Do not post pages and pages of text online. Students won't read it.)

Text formatting
Online text and information should be chunked into small pieces to aid readability.

Animation, Multimedia, and Images 
If using animation, multimedia, and/or images make sure there is a reason for it. Students usually can see immediately when there is no purpose for something and this turns them off.

Accessibility / ADA
Web site should meet guidelines for web site accessibility under the ADA to ensure that the course is accessible to students with disabilities (Note: there are many online resources for accessibility. A good place to start is California Virtual Campus (http://www.cvc.edu).

Content and Title V Considerations:

Syllabus 
All requirements and activities should be clearly outlined. Grading scheme and participation requirements should be clearly posted according to Title V requirements.

Participation
Often online courses require participation in discussion forums. Deciding how to assess such participation requires some forethought and will affect overall grading schemes. Take into account such issues as whether or not the discussions will be required, and if they are required, how you will reward students for their interaction. In addition, instructors should consider issues such as format for responses, correct English usage, and etiquette.

Copyright
Be sure to check and clearly cite copyright. Consider using a password-protected site to better protect yourself and students (see "Fair use" copyright laws).

Technical help
Include information to students about technical requirements and provide relevant technical support as well as customer service links and phone numbers for all required technology (e.g., Realplayer, Quicktime, AOL instant messenger, etc.).

Pedagogy:

Clearly stated objectives
Objectives in an online course provide important guidance to students who don't have the benefit of regular in-class discussions to focus their learning. Objectives should be made available for each lesson, module, or section of the course. 

Access to Instructor
Whether in the syllabus or course introduction, be sure to state clearly instructor responsibilities and roles (for example, how often instructor will answer email, instructor role in the forum, etc.) Students need to know how the instructor will interact with them.

Visibility of Instructor
Related to the above, make yourself known to the students either through a short bio, picture, email message, or personal Web page. It will help students connect with you. 

Guidance
Provide guidance, protocols, and deadlines students need to know what is expected of them on assignments, in a discussion forum, in writing groups, etc. Be sure there is adequate modeling and instruction in these activities. Such guidance and support helps keep students on track. Within those bounds, allow students to be flexible and pace themselves. 

Feedback
Feedback is crucial; make it substantive and prompt. There should be a plan in place for responding to student writing and student submissions in discussion boards and chat rooms if these types of assignments are required.

Course Assessment
Allow students a means to let you know how things are going at several intervals in the course, so that you know how effective the course design and content is.

Student-student contact
Have some way for students to introduce themselves as the course begins. Develop a plan to encourage collaboration in discussion forums and chat rooms.

 

--Contributed by Linda Hemenway, CIS Faculty
	Guidelines for Best Practices in Technology Mediated Instruction
Prepared by: Association of Instructional Administrators (AIA)
Preamble
Distance Learning and Online Instruction should be treated as another means to deliver the content of courses approved through the Curriculum Process. For faculty members, teaching in the online classroom can be very rewarding and an opportunity to --impact students in a unique and different way. The student should be achieving the comparable learning outcomes from the course(s) as he/she would with any other method of delivery. Processes need to be in place to accurately determine that the student has achieved the stated learning outcomes regardless of type of credit awarded, delivery mode, or location.

Infrastructure should support the development of technological mediated courses and promote accountability for a tangible product that meets or exceeds best practices for technologically mediated curriculum.

Definitions
For the purpose of this proposal the following terms have been defined as follows:
Online class – A class that is taught 100% online. All class meetings, assignments, lectures and class assessments are online.
Hybrid class – A percentage of the class is taught online and a percentage of the class is taught in the traditional classroom manner.
Web Enhanced – The class is taught in the traditional manner, 100% in the classroom, but classroom assignments/materials are supplemented with the Web. Examples would be online testing, online assignments, instructor’s syllabus posted via the web.
Distance Education – These classes are taught using “other” existing technologies. An example would be live Television courses shown over a cable TV channel.

Class Size
If properly supported with training and technological support, the class size for online instruction should be the same as determined for the traditional offering of the same class through the local curriculum process. It is recognized that the first semester of online delivery may mean additional workload in developing the materials and possibly a reduction in workload or stipend could be offered to “first time” online faculty as determined through the local negotiation process.

Teaching methodology (i.e. group work, project oriented assignments, class discussion, etc.) needs to be developed to create an appropriate classroom environment that matches the class size requirements of each institution but also allows for effective but reasonable instructor student weekly contact.

Office Hours
The percentage of office hours spent in alternative modes should equal the percentage of workload taught on-line. If 20 percent of an instructor’s teaching load is taught on-line, then 20 percent of that instructor’s office hours should be conducted online as well. Online office hours should be posted clearly in the instructor’s syllabus and must be available to students via email, in chat rooms, or via some other acceptable electronic medium. An instructor’s office hours should be kept regularly in a similar manner as office hours are for traditional class instruction.

Student/Faculty Interaction
The California Statewide Academic Senate has published several papers indicating that curriculum committees need to define what is meant by regular student contact. Further, the Senate recommends a rapid response, even the same day if possible, for faculty to respond to students.

Faculty and students should be online a certain specified number of days each week and should contribute “quality” responses to the classroom environment. A quality response should be defined as a response that furthers the class discussion on pertinent discipline related matters.

A general rule for each calendar week is that for a three unit class a faculty member should be online for a minimum of four out of seven days for at least three hours per week. Students should be on online for a minimum of three out of seven days to meet the attendance requirement for a course. For both faculty and students, this minimum requirement refers to the online classroom exclusively. An example would be that “prep” time for faculty and student homework or group work would not qualify towards the minimum number of weekly “contacts” but that taking a test would qualify as a weekly contact.
Direct faculty/student interaction should include, but not be limited to, current technologies such as email and chat rooms and through other acceptable electronic mediums. In most instances, students should be able to get a response from faculty within 24 hours during the regular calendar week and within 36 hours over the weekend.

Intellectual Property Rights
The essence of Intellectual Property Rights should be viewed from the perspective of collegiality and what best serves students. Both faculty and individual districts need to be aware of copyright laws and the use of protected materials in their Distance Education classes/programs.

Intellectual property rights might include mixed investments. Each district should handle the matter individually, but we recommend an open-source model for sharing the product. It should be recognized that a course, which has been approved through the curriculum process, belongs to the institution. However, the teaching materials created by each instructor for an individual course belong to the individual instructor. The instructor and the district (as determined through the collection bargaining agreement) may share the determination of who owns the materials delivered through the teaching of each online course.

Student Support Services
For Online Student Support, colleges should provide services accessible by both on campus and off-site computers that meet all ADA accessibility requirements. Some of the student support services that should be offered are as follows:

1. A web-based entry point to student services 

2. Online application 

3. Online academic advising 

4. Online basic skills assessment 

5. Online application for financial aid with a link to the federal site 

6. Online orientation and assistance in the matriculation process including an in-depth discussion of the Student Code of Conduct and how it applies to online students 

7. Online student and faculty training utilizing the delivery systems including assessment tools for learning styles and student preparedness for using technology in learning 

8. Online library resources 

9. Online syllabi illustrating that online students are held to the same standard as on-campus students 

10. Centralized student tech support - 24-hour email response during workweek as baseline support 

11. Minimum standards for student support services should meet the institutions current practices 

12. Online list of important email addresses and phone numbers for administrators, faculty, and staff 

13. Online tutorial service for students 

14. Online schedule and catalogue 

15. Defined online grievance process for students 

16. Online testing procedures 

Determination of Residency
Residency for all Distance Education classes should be consistent with each individual institution’s residency requirements and must meet state requirements.

Examinations
All online courses should offer online assessments that do not require students to attend the institution in person to take the exam. In fact, requiring exams on campus takes away from the benefit of online learning. If proctoring is required then the institution should provide convenient testing locations that meet the varied needs of online students. Proctoring could be made available through shared community college resources, community partnerships, or inter-segmental relationships. Faculty should have the freedom to offer on campus review sessions and tests but online students should not be penalized for not being able to attend either of these options. Alternative graded activities such as group projects, performance-based activities, monitoring of online discussions, etc. may accomplish the same objectives as on-campus exams.

Technical Support
A certain level of technical support is required:

· All faculty and students must have an email account (campus or commercial) 

· Minimum requirements for hardware/software must be established by each institution for administrators, instructors, and for students 

· Technical training, online orientation and a technical assistance program for faculty and students must be offered by the institution 

· A college-wide or district-wide, consistent platform should provide a similar look and feel for all courses 

· Student orientations to Student Services should be offered and appointments for student services that the institution provides should be available online 

· Help desk support does not have to be 24/7; however, a maximum of 24-hour response to requests should be established 

· System notification to students and faculty for maintenance and other service interruptions should be implemented. System information should be provided via the web on another location for easy access for students and faculty should the system server be down for any reason and a recorded phone message should be created to provide pertinent information about the status of the system 

· A Teaching Resource Center (TLC) for initial and on-going course development, media production, etc. should be available to faculty 

· The college should create a campus committee for establishing and maintaining the Distance Education and online environment 

Additional desirable technical support includes:

· E-mail for all faculty and students administered on campus 

· OIA’s (online instructional aids) 

· Course shells and templates developed by the TLC (Teaching Resource Center) 

· 24/7 technical support for students and instructors 

Faculty Training
Each institution should recognize that the online environment is not for every instructor. This type of classroom offers opportunities to impact students in a different fashion but it can be more demanding and time consuming than the traditional classroom. With these parameters, a comprehensive package for training and developing faculty should be a priority for each institution. This training package should include course management skills for online classes, support services for technological delivery systems, the development of course materials, online teaching pedagogy that would apply to each specific discipline, and common syllabus terms that should be included in all online syllabi. (i.e. standard software platform, definition of attendance and participation, standards for lectures and student responses to discussion questions, exams, course dates, etc.)

Interaction becomes the key difference when comparing online instruction to traditional classroom instruction. In the traditional forum, interaction is assumed and part of the traditional model. Interaction in an online course, however, is not automatically included but must be designed in a way that it becomes part of the framework for each course. Interactions in some form, as prescribed and measured by the instructor, should be a standard for online interaction in order to effectively gauge a student’s performance.

Each institution should define the term “interaction” for its online program and this standard should be consistent in all online classes. This consistency allows students to develop a familiarity with the online environment and to know what to expect from class to class.

Expectations for faculty offering online courses should include a required amount of pre-determined training that provides a minimum standard of expertise with online technology to be reviewed periodically to remain current with changes in technology.

Expansion of online programs will depend on drawing upon existing faculty with the technological expertise and experience to market the methodology to other faculty.

Student Training
Students should be required to attend a structured orientation, assessment, or counseling to determine readiness for online instruction and placement level. If a student is found to need certain skills for online readiness, workshops or short-term classes should be available on and off campus.

Faculty should not be responsible for all training or expected to answer all technology related issues but they should be familiar with both the training program and basic technology issues of the online campus so that they can answer basic student questions. Faculty should be responsible for providing advice for success in their course in an online format and for providing students information as to where they can find tutorial assistance to help them to be successful.

Instructor Evaluation
Teaching online is a privilege and every instructor that teaches an online course should recognize that teaching online might require more work than a traditional class. As such, every instructor who is teaching online for the first time should go through pre-determined training and earn flex credit, column movement, stipend, or certification for his or her online assignment. Online instruction requires administrative oversight, not just Curriculum Committee review.

Online and Distance Education evaluations should use a different and unique standard of evaluation for both full-time and part-time faculty because there is a different set of skills needed for online instruction. At minimum, evaluation should recognize that the online environment is a very different experience for faculty and should allow for administrators to visit “online” classes to determine the quality of instruction as well as to view statistics to determine the frequency and amount of student/faculty contacts in each online class. Student evaluations need to be developed and administered online in a confidential manner. Assessment tools should include specific questions related to online instruction added to the regular peer, manager, and student evaluation questions. 

Issues to be considered for Online Assessment:
· Appropriate class size should be developed at each institution 

· Faculty should develop group classroom skills to help manage the number of classroom email messages and facilitation skills to promote online discussion 

· Courses need to be consistent within an institution or a district 

· Students are more likely to ask questions online than in the traditional classroom 

· Turn around time for questions should be no more than 24-48 hours 

· Attrition rates are higher; therefore, added strategies need to be employed to increase retention 

· Beginning and ending dates for courses need to be clearly defined for students as well as assignment and test dates throughout the course 

Evaluation of Student Learning:
Minimum components required for assessment of student learning include:

· Evaluation – comprehensive examinations or assessment of the achievement of learning outcomes 

· Application – synchronous or asynchronous personal or group interaction and contact with the instructor on a regular basis 

· Assessment – opportunities for students to demonstrate learning through alternative options besides a “traditional” exam or written paper 

DRAFT (February 24, 2003)
	 


PAGE  
1

